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Chapter 1.  Introduction  
 
Section 1. Background and Problem Definition. 
In the world of today there are millions of companies dealing with each other on a global basis, 
trying simultaneously to take advantage of different kinds of resources in different places all over the 
world. 
Examples of this companies are not only companies seeking for natural resources or and 
commodities, there are companies seeking to buy sophisticated products to import to their countries, 
and at the same time there are companies looking for new markets to offer their products. 
So there are endless possibilities for supplier-buyer (importer) relationship, and thousands of deals 
are closed every day. When two companies have an agreement and start doing transactions together 
they develop an initial relationship, and later, due to the nature, and characteristics of the markets 
this relationship is shaped.  
In this thesis we will focus in the relationship of international suppliers and Japanese retailers 
(importers) in fashion business.  Basically, in the case of companies offering fashion and specially 
those dealing with luxury fashion (high fashion), they need a very careful approach on how to 
conduct their marketing strategy because the reputation and brand component represents a very big 
portion of the price that they can charge for their items. At the same time supply chain management 
plays an indispensable role, delivering the right products at the right time and place, allowing 
fashion companies to reduce stocks, follow market trends, and benefiting from non discounted sales 
and higher customer satisfaction. 
Some fashion companies are both producers and retailers of their products, the cases of Zara, Gap, 
Benetton, among others. These companies have big scales that allow them to produce and market 
their items directly in foreign countries. These companies are pioneers in matters of agile 
management of the supply chain.  For the majority of apparel producers and retailers the situation 
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is very different being mostly separated producers and retailers, and in many cases the producer is in 
one country and the retailer is in another. The cases we studied in this thesis represent these 
relationships. 
Many of these producers of fashion reach markets worldwide through a series of retailers in different 
markets. We focus our study in the Japanese Fashion Market. The Japanese Fashion Market is 
regarded as the Mecca of Fashion Markets is terms of size and variety, and also success stories such 
as those of Louis Vuitton or other main brands entering the Japanese market have spread worldwide. 
For this reasons, thousands of designers and producers of apparel and accessories are interested in 
selling to the most sophisticated fashion consumers of the world, the Japanese. 
Nevertheless success stories are not for everybody and having the right marketing strategy is a key 
factor. And especially fashion designers and producers that don’t have the scale and/or the expertise 
to start directly managed stores or franchises in Japan, they must work together with their retailers in 
Japan if they want to develop and grow in this market.   
 For this reason the nature of this supplier-retailer relationship is crucial. The way the various 
marketing activities (gathering information, transmitting it, creating the marketing mix, etc.) are 
performed by the two companies to develop the marketing strategy, becomes essential to the success 
of this foreign brands in the Japanese market.   
 
Section 2. Purpose of this Research 
This study comprises several purposes: 
1. Presenting real business cases that exhibit this supplier-retailer relationship between foreign 
fashion designers and fashion retailers in Japan.  Cases that provide us with a real 
understanding of this situation. 
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2. Analyzing the reasons for success or failure of foreign designers that work with retailers in 
Japan.  
3. Analyze the link between this success and failure stories to the usage of best practices for 
supply chain management, cultural diversity, management of the portfolio of products 
(category management), and to the degree of collaboration between companies.    
4. Provide recommendations to all designers and produces of fashion worldwide, and retailers in 
the Japanese market or in other markets who want to work together. 
 
Section 3. Research question and hypothesis  
  In this study we analyzed the relationship of one Japanese fashion retailer and two argentine 
fashion brands that supply this retailer. The case is carefully depicted in the following chapters; here 
we merely pose the research question and hypothesis that are tested later on this study. 
 We compare the performance in sales amount of two suppliers (fashion designers) through a retailer 
in the Japanese market, and then analyze the evolution of these figures. Although the two cases seem 
very similar, in one supplier’s case the sales are improving over the last for years, while in the other 
case the sales are decreasing. 
RQ: Why is this difference in the evolution of sales results produced?  
  The several non exclusive hypotheses that are the following.  
The difference is produced by:  
1. The effective (or non effective) usage of Category Management practices.  
2. Including (or not including) modifications in articles following final customer’s insights.  
3. The effective (or non effective) usage of Quick Response practices. 
4. The effective (or non effective) management of Cultural differences. 
7 
 
5. Having a collaborative (vs. opportunistic) supplier-retailer relationship.  
6. Joint (or separate) development of the marketing plan.  
In this study we do not analyze these hypotheses separately but we try to show the interactions of 
each of its elements, in order to get a grasp of the way this difference occur and its implications for 
other businesses. This is a Qualitative study, but we also include some quantitative data of the sales 
performance of both brands to compare both situations.  
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Chapter 2.  Introduction to Fashion Business 
 
In this chapter we start to expose the bibliographical review in order to clarify the most relevant 
concepts related to Fashion Business.  
Section 1. Apparel and Fashion.  
It is important to define these two concepts. ‘Apparel’ and ‘Fashion’ are terms that are usually used 
in an overlapped manner. So we define both terms by making explicit the distinction between them.   
In this case we take the chart and explanation by Yamamura (2003).  
 
Source: Yamamura (2003). 
For Yamamura the difference between apparel and fashion resides in the fact that apparel is clothes 
only, regardless of fashion. And Fashion includes not only fashionable clothes but everything that is 
in vogue; for example a determined type of car, or computer, or phone, or maybe a neighborhood, or 
some kind of food, or sport, reading material or even a lifestyle. As long as it is fashionable, it is 
Fashion. Whether in the case of apparel, only if it is clothes, its apparel.  
Nevertheless the terms are used in an overlapped manner along the whole literature, so for this 
reason, in order not to alter the way the authors refer to this subject we expose the theories without 
separating explicitly apparel vs. fashion and maintaining the terminology of each author.   
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Section 2. The 6 Activities of the Apparel Maker  
 
From the same author and reading material (Yamamura, 2003) we extract the 6 Activities of the 
apparel maker, in order to clarify how a typical apparel maker works. In this model the apparel 
maker comprises the 6 activities but in most cases, the functions are divided among separate 
companies. And with the effect derived from globalization, in nowadays economy is completely 
natural that these separate companies are located in different countries. In the case analyzed in this 
thesis, the activities are performed in different countries by different companies.  
 
Source: Yamamura 2003. 
1. Send-Receive Information (Marketing): This activity is responsible for gathering 
information, performing the corresponding analysis, forecasting demands, planning and executing 
the promotional campaigns and advertising, etc.  
2. Development/Design and Planning of the Product: This activity is responsible for the 
design of the item and its composition. Also designing the products in order that the levels of 
quantity and expected time frames can be reached. Also responsible of creating the visual 
merchandising used for the promotional activities, etc.  
3. Modeling: This part connects the design activity with the factory, so basically it is 
traducing the concept created by the designers to transmit it to the plant in terms and specifications 
that are easy for the plant team to understand and follow. This activity's job consists on doing: 
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pattern making, grading, sample making and planning of the sowing techniques. Generally this 
activity works very closely with the design activity.  
4.  Production Management:  Consists of producing the items in the plant and the related 
processes. Production planning, selection and administration of the plant, Quality management, cost 
management, warehousing and the provision of the materials.  
5. Logistics: this activity connects the factory with the sales point with the activities 
concerning the delivery of items.  
6. Sales Management: Consists on the following activities; Channel setting, sales strategy, 
administration of the stores, CRM, development of new stores, etc.  
In the proposed case study this Activities are divided in 2 countries, being the Design and Production 
activity performed in one company in one country and the Sales activity by other company in a 
different country.  For this reason the activities connecting the 2 companies: 'Send Receive 
Information (Marketing)' and 'Logistics' are of critical importance. This is explained later in detail 
with the description of the case.    
Section 3. Differentiating types of Fashion  
According to Crane (2001) three types of fashion exist, and these can be observed in the Japanese 
market. This classification would be useful to clarify and understand the market portion that our case 
study is immersed in.   
In the first place there is Industrialized Fashion, this fashion is produced massively and distributed 
generally almost all over the world, usually comprises SPA companies that have generated very 
powerful brands. The price range varies, from the lowest part of the spectrum up to some middle 
upper part. A distinctive characteristic is that these brands are not designer brands, the name of the 
designer is not important. Although they usually have collaborations with famous designers, the 
design is headed by a team of which they remain unknown under the brand’s name. Examples of 
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these are Gap, Zara, Uniqlo and many other brands. Also cheap supermarket brands are also 
considered industrialized fashion.  
Secondly High Fashion can also be observed, this type of fashion is characterized by high price 
ranges, and by being trend leaders. Usually high fashion brands are lead by famous designers and 
presenting their collections at their respective countries' Fashion Weeks or similar events. Being the 
most successful in gaining attention the ones presented at the Paris, Milano and New York 
collections. This fashion items are not produced massively, but always in limited amounts, and 
commercialized in limited channels. The client must know that he or she is buying a unique, refined 
and status product. It’s very important for these brands to understand why their product has added 
value in the mind of their consumer and exploit this value.   
In the case of Japan, the High Fashion segment is the most developed in the world, accounting with 
the largest amount of high fashion retail stores and sales volume of the whole world. Some 
exponents of this type of Fashion are Gucci, Prada, Dolce&Gabanna, Dior, Chanel or the Japanese 
designer-brands Comme de Garcons, Issey Miyake, Yohji Yamamoto. At the same time, multibrand 
stores that market High Fashion small designer brands (known as select shops) in Japan are an 
example of this type of Fashion. For Example, Tomorrowland, Via Bus Stop, H.P. France, Beams, 
Ships among others.  
Thirdly Street Styles can also be observed; basically this is fashion that emerges from groups of 
people that identify themselves by some determined appearance. These groups can usually be seen in 
the streets in groups wearing fashion that does not follow the mainstream trends but rather trends 
that occur among their group. For these groups there are makers-retailers specialized in catering their 
clothing needs.   
Examples of this are: Shibuya Girls, or Harajuku Cos-players, that can find their unique styles in 
Shibuya 109 and Takeshita-doori respectively.   
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The importance of this group is the fact that they are Fashion creators in a sense that, traditionally 
the designer was the fashion creator, but nevertheless in the case of the most sophisticated fashion 
market in the world, the city of Tokyo, the customers also have room to create their styles and 
generate sufficient demand to have special makers catering to them.   
But this street style trend does not extend only to closed rather radical groups but to broader fashion 
consumers and gives them the right to feel like creators. Currently on a weekend day in the streets of 
Ura Harajuku there are specialized photographers of street fashion magazines taking pictures of the 
stylish people around, usually the most radical looks are exposed, generating new fashion. Japan is a 
market where the consumer not only consumes but creates fashion constantly.  
Section 4. The Nature of Fashion Markets  
In order to clarify the market that we are dealing with in this thesis we decided to incorporate to this 
bibliographical review the description of the nature of Fashion Markets from Christopher, Lawson 
and Peck (2004). Following the ideas of this authors we can affirm that fashion is a broad term that 
generally encompasses any product or market where there is an element of style that is likely to be 
short lived. Fashion Markets can be defined mainly by the following characteristics:  
• Short life cycles - The product is often ephemeral, designed to capture the mood of the 
moment: consequently, the period in which it will be saleable is likely to be very short and 
seasonal, measured in months, even weeks.  
• High volatility - demand for these products is rarely stable or linear. it may be influenced by 
the vagaries of weather, trends, pop culture, etc.  
• Low predictability - because of the high volatility it becomes very hard to forecast.  
• High impulse purchasing - many buying decisions by consumers for this products are made 
at the point of purchase. In other words, the shopper when confronted with the product is 
stimulated to buy it; hence the critical need for availability.  
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In today's fashion marketplace is highly competitive and the constant need to 'refresh' product ranges 
means that there is an inevitable move by many retailers to extend the number of seasons (the 
frequency with which the entire merchandise within a store is changed). In extreme cases, typified 
by the successful fashion retailer Zara, there might be 20 seasons in a year. The implications of this 
trend of course bears strong effects for supply chain management. At the same time with the growth 
of international sourcing, with companies searching for lower production costs, the supply chains are 
becoming both more efficient, fast and responsive and at the same time more international.  
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Chapter 3.  Overview of the Japanese Fashion Market  
 
In this chapter we present the bibliographical review concerning the nature of the Japanese Fashion 
Market, its Retail Business and the Customers involved. In order to picture the peculiarities of this 
market we selected a series of authors and their insights. These insights provide us with guidance to 
understand the situation of the cases later on presented. 
 
Section 1. Types of Apparel Retailers in the Japanese Market   
The Japanese apparel market has one distinctive characteristic, its intricate structure. For that reason 
is very important for us to comprehend how is the nature and composition of the market in which the 
analyzed case is immersed in.   
There are different types of retailers in the Japanese apparel market. Matsuo (2004) exposes the 
following typology.  
• Department Stores (Hyakkaten): They offer a wide range of articles, from apparel till house-
ware and even food, usually in ample buildings treating directly with the customer in 
specialized counters. Usually they do the retail part of the business for large scale, high 
recognition brands. The selling space is usually over 500 sq. meters. The different Dept. 
Stores can be also classified by their location, such as High Activity Commercial Areas, or 
Terminal Buildings, even some located in the suburbs. Of course this Department Stores are 
located in the main cities all over Japan. The most famous ones are: Takashimaya, Marui, 
Seibu, Mitsukoshi, Isetan, Matsuzaka, Hanshin, among others.)  
• General Merchandise Stores (Ryouhanten): Offering a wide range of products, in a self 
service format, and comparatively cheap prices, these also often offer clothes and 
accessories. These are mainly supermarkets or convenience stores. The main players are: Ito 
Yokado, Aeon, Daiei, Seiyu)  
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• Specialty Stores (Senmonten) This stores define a range of products, in most cases limited 
to the usage of the garment, and offer it in a relative low price, many of them adopt the form 
of self service, have big size stores and the creation of a special atmosphere in the store is 
not very important. The main players within this type are Aoki or Aoyama Shoji (suits), or 
Shimomura (teenagers apparel), etc.  
• SPA (Specialty Retailer of a private label apparel): These are companies that are in charge 
of the whole process of Creating-Manufacturing-Selling that characterizes the apparel 
industry. These types of players in general have one or few brands that market worldwide. 
In Japan usually have some stores that they control directly and other that are franchised. 
The range of prices varies widely but basically the brand value is very important. Some 
examples are Uniqlo, Gap, Zara, Benneton, Hermes, LVMH.  
・ Select Shops (Multibrand Stores): The case we analyze in this thesis can be located under 
this classification. These stores are very common in the Japanese market while not so 
common in other countries; basically a buyer selects mostly new high fashion designers 
worldwide to offer their products in Japan. Every store tends to have a unique atmosphere 
that is determined by the buyer, but some of these companies evolved to have many stores 
in Japan and become chains. Usually the price range tends to be high. When time passes and 
they deal a long time with some determined brands they develop very strong B-to-B ties and 
tend to start a series of productive, commercial and even design alliances. The focus tends to 
cooperation rather than a mere supplier-buyer relation.   
 
Section 2. Japanese consumers' need for uniqueness  
When depicting the fashion market its inevitable to refer to the consumers buying preferences and 
behavior.   
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According to a study by Knight and Kim (2005), Japanese consumers present a higher tendency to 
search for uniqueness when compared to American consumers. The definition of uniqueness is 
grounded in Snyder and Fromkin's (1980) uniqueness theory, which manifests itself in the 
individual's pursuit of material goods to differentiate themselves from others.  Consumer's need for 
uniqueness is demonstrated in three types of consumer behavior:  
z Creative choice vs. conformity.  
In this type of behavior consumers purchase goods that express their uniqueness and also are 
acceptable to others. Consumers identified as market experts are part of this group. Thus brand 
names can offer some distinguishing attribute (e.g. unique features, exclusivity, prestige) appeal to 
consumers who demonstrate this kind of behavior.  
z Unpopular choice vs. conformity.  
These consumers willingly risk social disapproval to establish their uniqueness by selecting products 
that deviate from group norms though unpopular choices counter conformity. Interestingly their 
risky behavior may ultimately increase their self image. These consumers are not concerned about 
criticism from others; in fact, they tend to make purchase decisions that others might consider to be 
bizarre, in contrast to consumers who make purchase decisions to conform peer pressure.   
z Avoidance of similarity.  
The final group of consumers is intent on the avoidance of similarity to goods that are part of 
mainstream. Consumers in this group tend to select products or brands that are not likely to become 
too popular, but that will distinguish them from others. To avoid similarity with others, consumers 
may develop a variety of strategies. For instance, they may purchase discontinued styles, shop in 
vintage stores, or combine apparel in unusual ways.  
The need for uniqueness can have a significant effect on a consumer's buying decisions. (Simons and 
Nowlis, 2000).   
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In the study performed by Kim and Knight (2005) they proved with the limitations of their study, 
that Japanese consumers have a higher need for uniqueness than American consumers in all 3 
different behaviors. Showing clearly the importance that uniqueness has in the Japanese Fashion 
Market and the importance of the developing of marketing strategy that can take advantage of this 
characteristic.  
 
Section 3. Fashion Consciousness of the Japanese Consumer  
Continuing with the depiction of the Japanese customer Parker, Hermans and Schaefer (2004) have 
presented a study in which they compare Japanese, American and Chinese teenage consumers 
regarding their awareness and concern with fashion. We intend to highlight the fashion 
consciousness of the Japanese Consumers, maybe the most fashion conscious consumers in the 
world. 
Before discussing the findings of their study they describe the Japanese Consumers regarding 
fashion, in the following way: 
    "There seems to be little doubt that Japan tends to have, if not a national dress code, a dress code 
for individual market segments. While older consumers may do little to modify the "code", teens 
seem to find a way to express some individuality. For example, while the majority of Japanese 
children attend school in some type of uniform, there are numerous "modifications" that are made to 
make them fit a particular groups personality" 
Euromonitor (2000) argues that in Japan a particular fashion is worn to be identified with a particular 
school, group, or company. They further note that the consumer is likely to closely conform to the 
current fashion shown in particular magazines, thus turning fashion into what amounts to a stylish 
uniform. Culturally Japanese are variety-seeking and craft loving, which demands that their styles 
are constantly changing and slightly different from those in their reference groups. 
For this study a survey was conducted and a series of questions were asked to teenagers in China, 
USA and Japan, among the questions the following 3 items were asked and students were supposed 
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to reply on a 7 point Likert-type scale ranging from 1="Strongly Disagree" to 7="Strongly Agree". 
1)When I must choose between the two, I usually dress for style not for comfort. 
2)An important part of my life and activities involves dressing stylishly. 
3)Fashionable, attractive styling is very important to me. 
The averages were the following: 
 China (average) Japan (average) USA (average) 
Question 1  2.49  4.26  3.57  
Question 2  2.24  3.72  3.34  
Question 3  2.60  3.96  3.77  
 
Thus this study provide us with an insight on how Japanese consumers can be more Fashion 
Conscious than Chinese and American. Although American consumers are very close to Japan 
regarding Fashion Consciousness, China showed much lower scores. The authors of this study argue 
that this difference can be attributed to the fact that china is still a developing country in which not 
all consumers have access to a great variety of products.   
 
Section 4. Japanese Consumers as Producers of Fashion 
One of the most relevant characteristic of the Japanese Fashion market is the high level of inference 
of the consumer in the production of new styles, contrasting to a more European view of fashion in 
which the new styles are mainly produced by the designer-brands. A study supporting this view is 
the one carried out by Kawamura (2006) in which the phenomena of street fashion and Japanese 
teens is presented.  
For this author Japanese subcultures directly and indirectly dictate fashion trends. He describes the 
interdependence in the production process of fashion between institutions within the industries and 
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the Japanese teens. The Street fashion phenomena that originated in 1990's, and that is very strong 
nowadays in the fashionable districts of Tokyo, is independent of any mainstream fashion system 
and goes beyond the conventional model of fashion business with different marketing strategies and 
occupational categories. Fashion is no longer controlled or guided by professionally trained 
designers but by the teens who have become the producers of fashion.   
This phenomena, Japanese street fashion, emerges out of the social networks among different 
institutions of fashion as well as various street subcultures, each of which is identified with a unique 
and original look. These teens rely on a distinctive appearance to proclaim their symbolic, 
subcultural identity. This identity is not political or ideological; it is simply innovative fashion that 
determines their group affiliation. While many fashionable Japanese consumers simply imitate 
western styles, the teens have led the way in a creative mixing and matching of contrasting eclectic 
styles that has been extensively copied in the West (Polhemus, 1996). Similarly, many apparel 
manufacturers and retailers from neighboring Asian countries, such as Korea and Taiwan, visit 
Tokyo in search of new ideas.  
According to Kawamura, the Japanese fashion market generated a new business model by 
revolutionizing the traditional scheme of fashion business. In other words, in the traditional 
European business model, the division of labor was fixed. Fashion was then produced by designers 
and couturiers and when the clothes appeared on the front stage, they were converted into ‘fashion’. 
Thus, the producers of fashion and the producers of clothing were separate. There was a clear 
division of labor, and the occupational categories were tightly controlled. Designers were in charge 
of  initiate the latest style. These occupational categories had been intact in the mainstream western 
fashion world.  
Whereas in the current Japanese market; Japanese street fashion provides the industries with a new 
model of fashion that blurs and defies occupational classifications in fashion. This fashion is no 
longer produced by well-trained designers who know how to drape, make patterns and instruct 
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sewing procedures. Anyone with great ideas is in the position to produce and disseminate fashion. 
This new model allows the teens to be designers, merchandisers, salespeople, stylists and models 
among many others. They are the gate-keepers, as well as the agents, of street fashion.  
One example of this is the way fashion magazines evolved in Japan; before the street fashion 
phenomenon that started in the mid-1990s,the fashion trends were mostly dictated by the major 
fashion magazines, but they no longer have complete dominance over the consumers. With street 
fashion came a new type of fashion magazine. A number of Japanese street fashion magazines, such 
as SOS, Tokyo Style News, Cawaii, Fine and Egg, were almost simultaneously launched in 1995. 
Instead of having professional fashion models pose in famous designer brand clothes, the street 
fashion  magazines feature high school students and teens on the streets.  
In relation to this phenomena Crane (2000) points out that; in postmodern cultures, there is a shift 
from class fashion to consumer fashion. The consumers or the readers are now playing the role of the 
producers and disseminators of fashion and thus, the boundary between production and consumption 
of fashion is breaking down.  
Finally Kawamura concludes his study arguing that fashion today cannot solely be dictated by 
professional designers. The youngsters who represent Japanese street culture and fashion today have 
power to influence others. They not only produce and diffuse fashion but also market and guide the 
industry professionals about coming trends. This means that there is a complementary relationship 
between the consumption and production of fashion.  
Section 5. Select Shop business model  
 
Since the case that we analyzed for this thesis started operating purely under the 'Select Shop' 
business model, we want to clarify the meaning of this term and explain the nature of this 
phenomena in Japan. We base our definitions on an academic work made by Itoh (2007) in which 
this author explains that the denomination 'Select Shop' for this business model is solely Japanese. In 
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the case of countries apart from Japan the denomination adopted is 'multibrand stores' but the 
concept is rather different and relative size of the market is much smaller.  
The types of retailers that exist are very varied, From specialty stores (senmonten) and department 
stores until convenience stores or supermarkets. Select shops are considered to be a sub-type within 
Specialty Stores.   
Itoh (2007) lists a series of definitions in his work to later summarize those and present his own 
definition. A Select Shop is a store that selects the products to offer and creates an atmosphere 
following a very clear concept of the store or the buyer (or shop responsible).   
Select Shop business in Japan grew from the first opening of a 'Beams' store in 1975, to nowadays 
when it’s a business model encompassing thousands of stores all over Japan with a yearly sales 
volume of 14.000 million yen. The biggest chains are Beams, United Arrows, Nano Universe, 
Tomorrowland, among others. These companies have continued their growth strategy based on the 
opening of new stores in Japan, basically individually branded stores that each one have a buyer and 
its own identity and concept, for this reason the level of recognition of their umbrella brands its 
comparatively weaker to their scale as companies. Nevertheless the business for each store consists 
in delivering this customer oriented personalized service to its clients, in which the salesperson 
knows each one of the regular customer, and keeps them informed of the new items that arrive in the 
store, etc.   
This stores originally only made a selection of imported products, but to lower costs they started 
narrowing they portfolio of brands to reduce operational costs and improve efficiency. Eventually 
started developing Private Brands that they produce and sell within their commercial networks.  
They continue offering a selection but the development of brands became a central part of their 
business. In 2007 the portion of private brands accounted for  approximately 60% of the sales of the 
Select Shop business. Instead of selecting item by item around the world to create a collection to sell 
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in Japan, they are making an effort to work with a smaller number of designer brands from abroad, 
and private brands, trying to improve their levels of recognition in Japan. For this reason they are 
starting to work very closely with their suppliers, providing them with all sorts of data to improve 
the performance of this new brands in Japan.    
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Chapter 4.  Approaches related to Supply Chain Management, 
Category Management, and the supplier-retailer relationship.  
 
In this chapter we present the last part of the bibliographical review in which we expose some of the 
best practices in Fashion Business in terms of managing the supply chain and the international 
supplier-retailer relationship. These approaches were chosen with the purpose of explaining the 
success or failure of companies competing in fashion business. Companies applying these concepts 
into their strategies in the right way are believed to show better results than companies that neglect 
them. During the initial phase of this study we revised several bibliographical frameworks in relation 
of the nature of the cases presented and found the following theoretical frameworks the most 
appropriate to analyze the cases.  
 
Section 1. Quick Response and Agile Supply Chain in Fashion Business   
The purpose of this section is to present the concepts of ‘quick response’ and ‘agile supply chain’. 
These two concepts are usually used in an overlapped way.  Firstly, we refer to the arguments of 
Fernie and Azuma (2004) to present the concept of ‘quick response’ and secondly we refer to the 
arguments of Christopher, Lowson and Peck (2004) to present the concept of ‘quick response’ and 
complement this framework.  We used this framework to evaluate some of the hypothesis later in 
this study. It is necessary to understand the importance of this framework in today's Fashion markets 
in Japan and around the globe.  
The term quick response (QR) was coined in the USA in 1985. A famous case was analyzed and 
deficiencies in the supply chain were observed. Only a little portion of the total lead time was 
employed in actual value adding processes, and the rest was spent on non-value adding processes. 
This non adding value processes are basically work-in-process items and finished inventories kept 
stocked at the various stages of the complex system of distribution.  The QR effort consists of efforts 
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to streamline the supply chain and make a significant contribution in getting the in-vogue style at the 
right time in the right place with increased variety and inexpensive prices. Basically by reducing the 
large inventories of unwanted items and the acceleration of the supply chain. This is done by 
applying an industry standard in information technologies (barcode, EDI, shipping container 
marking, etc.) and contractual procedures among the supply chain members. Not only QR is an IT-
driven systematic approach to achieve supply chain efficiency from raw materials to retail stores, but 
also it is a win-win partnership in which each member of the supply chain shares the risks and the 
benefits of the partnership on an equal basis to realize the philosophy of 'the whole is stronger than 
the parts'.  
QR in principle requires the traditional buyer-supplier relationship that it’s too often motivated by 
opportunism, to transform into a more collaborative partnership. In this QR partnership , the 
objectives of both partners does not only limit to expand their own exclusive benefits, but also 
expanding the business of the partner, in this way both of their businesses grow. Usually the 
implementation of QR follows 3 stages (Giunipero 2001) that are expressed below:  
1. Stage 1: Introduction of basic QR Technologies (SKU level scanning, barcodes, use of EDI, 
etc.)  
2. Stage 2: Internal process reengineering via technological and organizational improvement 
including: electronic communication for replenishment, use of cross docking, small amounts 
of inventory in the system, small lot size order processing, ARP (automatic replenishment 
program), Just in Time delivery, etc.  
3. Stage 3: Realization of a collaborative supply chain and Win-Win relationships including: 
real-time sales data sharing, stock out data sharing, QR team meets with partnerships, and 
MRP (material resource planning).  
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 This model is most widely used for basic clothing manufacturers and retailers but it is also starting 
to be massively employed along the whole apparel industry. The benefits derived from QR can be 
summarized in the Table below:  
Retailers' QR Benefits  Suppliers' QR Benefits  
Reduced Costs 
Reduced Inventories 
Faster Merchandise Flow 
Customer Satisfaction 
Increased Sales 
Competitive Advantage  
Reduced costs 
Predictable production services 
Frequency of orders 
Closer ties to retailers 
Ability to monitor sales 
Competitive advantage  
 
Source: Quick Response Services (1995) 
 
Complementing to the QR view presented previously, we include here the point of view of 
Christopher, Lowson and Peck (2004)  
According to conventional wisdom, the way to cope with uncertainty is to improve the quality of 
forecast. Yet, the high degree of volatility of demand and the short life-cycles found in many fashion 
markets make it really hard to forecast accurately on an item level.  
Instead businesses found ways to rely less and less in forecasts. Shorter lead-times mean by 
definition that the forecasting horizons are shorter- hence the risk of errors is lower. In business the 
forecast period is determined by the time it takes to design make and ship the product- lead-times in 
other words.  
There are three critical lead times that must be managed by organizations that seek to compete 
successfully in fashion markets:  
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1. Time to market: how long does it take the business to recognize a market opportunity and to 
translate it into a product or service and to bring it to the market?  
o Companies that are slow to market can suffer in two ways. First, they miss a 
significant sales opportunity that probably will not be repeated . Second the 
supplier is likely to find that when the product finally arrives in the marketplace, 
demand is starting to fall away leading to the likelihood of mark-downs. Being able 
to spot trends quickly and to translate them to products in the shop is key. New 
thinking in manufacturing which has focused on flexibility and batch size reduction 
has clearly helped organizations reduce time to market.   
2. Time to serve: How long does it take to capture a customer's order and to deliver the 
product to the customer?  
o Traditionally in fashion industries orders from retailers have had to be placed on 
suppliers many months ahead of the season. Nine months was not unusual as a 
typical lead time. The risk of obsolence and stock outs is high. Why should the 
order to delivery cycle be so long? It’s not the time that it to make or ship the 
product. More often the problem lies in the multiple steps that occur from the point 
at which a decision is taken to place an order, through the generation of the 
accompanying documentation (particularly in overseas transactions involving quota 
approvals, letters of credit and so forth), even before the order enters into the 
supplier's processes- which themselves are likely to be equally lengthy. So the 
process just becomes too long. The underpinning philosophy is cost minimization 
by the production of economic batches. In this minimization shipping costs and 
production costs are solely considered, the view of cost is too narrow and 
ultimately self defeating. The real issue is the total supply chain cost, the cost of 
obsolescence, forced mark downs and inventory carrying costs.   
3. Time to react: how long does it take to adjust the output of the business in response to 
volatile demand? Can the tap be turned on or off quickly?  
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o Ideally in any market , an organization would want to be able to meet any customer 
requirement for the products on offer at the time and place the customer needs them. 
However a problem companies face as they seek to become more responsive to 
demand is that they are typically slow to recognize changes in real demand in the 
final market place. The challenge to any business in a fashion market is to be able 
to see real demand. Real demand is what consumers are buying or requesting hour-
by-hour, day-by-day. Most supply chains are driven by orders (batched demand) 
which are driven by forecasts and inventory replenishment, so they miss the real 
demand. These lengthy pipelines often result in revenue losses in the final market. 
The biggest item is forced mark-downs (mainly ate retail). A distinction is made 
between promotional mark-downs (special sales) and the marking down that occurs 
out of necessity when a season ends and unwanted goods must be moved to make 
way or new merchandise - forced mark-downs.  
In order to increase the responsiveness to real demand the supply chain must be:  
• Market sensitive: closely connected to end-user needs.  
• Virtual: relies on shared information across all supply chain partners.  
•  Network Based: gaining flexibility by using y the strengths of specialist players.  
• Process aligned: accelerating the process interconnectivity between the network members.   
It is important to conclude that to achieve an agile supply chain it is fundamental that all activities 
within an enterprise should be paced to demand and customer behavior. Products and services 
should be produced and delivered in the variety and volume that match demand. The whole activity 
of the company should move to the beat of this drum.  
Section 3. Category Management and Fashion 
Another theory that we present to analyze our case is the 'Category Management for fashion' 
approach proposed by  Dewsnap and Hart (2004).  
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According to this authors the companies participating in the fashion supply chain should not only 
consider aspects related to Quick Response. Quick Response, or Agile SCM theories mostly focus in 
systems that make possible the fast replenishment of goods in the store when needed. But it is vital 
to know which products to produce before this step. In fashion business with every season articles 
are designed and produced. Category management proposes that it is necessary to gather consumer's 
insights and to develop categories of products that the customers shop together following patterns of 
behavior. For example when the client shops for 'Bridal' (as an example of a purchasing category in 
the consumer mind) in a clothing store, she might look for: the dress and the accessories necessaries 
for that day, and also why not some accessory for his husband to be, or some service, etc. If the 
retailer can offer extra items/services to the same client, the retailer can improve the value of 
purchases per individual clients. In this case, if the supplier items are sold, it is a win-win situation 
for both partners.  Category Management focuses in the collaborative relationship between retailer 
and suppliers to create and provide the all the necessary items/services to fulfill the category, 
according to the clients consumer behavior.  Category Management approach proposes a 
collaborative approach between retailer and supplier in which the information from consumer 
behavior is transmitted from the store floor to the supplier. In this way, supplier and retailer can 
develop together products and marketing strategies to approach clients in a better way. In fashion at 
least twice a year (with Autumn-Winter and Spring-Summer collections) supplier and retailer can 
get together to refine the marketing strategies towards the customer in this period.  Defining the 
category and fulfilling it with products does not only including existing products into the category 
but also creating new items that will be possibly well received by customers. 
Section 4. Logistics and Cultural Diversity   
At the same that we are presenting approaches like QR or Category management we would like to 
enhance the importance of  cross cultural management along the supply chain. For this purpose we 
decided to summarize some of the insights from Canen (1999).  
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This author sees intercultural perspective as a potential tool for sensitizing logistics managers to 
cross-cultural concerns. Particularly in a world in which national boundaries become more and more 
blurred  and where multinational organizations acting in culturally disparate environments are on the 
increase; he argues that the success of transnational organizations may be enhanced by cognizance 
and sensitivity to cultural diversity. he also argued that cross cultural training should be an important 
issue to consider as a part of the logistics strategy of organizations, so as to help minimize cultural 
clashes and ensure competitive edge.  
In this thesis we also bear in mind how cultural differences play an important role in the 
communication and its interaction with the whole business process.     
Section 5. Over Fast Retailing Practices and Quick Response (QR) in Japan   
  Finally we present the findings in Azuma (2003) that show that QR in Japan has advanced into a 
new step in which the insights taken from the customers generate new designs that are delivered to 
the market very quickly.  
Azuma argues that the Japanese young women’s' fashion market is characterized by an extremely 
fast moving trend cycle with an enormous variety of choices in style. This is partly because of the 
differences among the four seasons and the variety seeking and craft loving behavior of Japanese 
customers. Under this characteristic of the market it is becoming increasingly  a common practice 
among apparel firms to introduce new styles on a weekly basis , incorporating ongoing trends into 
merchandising designs. These firms do not solely relay on a seasonal collection. Instead, they reduce 
the time gap between designing the product and consumption. This reduction is achieved either by 
putting together more frequent selections or by continuous redesigning and constant new 
production.   
This author presents the case of Cocolulu and Egoist two Japanese fashion brands,  and their 
production system. These two brands have a target customer market among which trends fluctuate 
every day and week, and for this reason providing this segment of customers with the articles they 
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need and want requires that the supply chain is very short and fast. But that is not the only 
improvement that this two brands introduced. They also gather insights from customer to include 
new products and to make modifications in design of the garment.  
Currently they have a system in which they outsourced their production to Korea and China and they 
have reduced lead time from market research till product in the store in eleven days. Including 
strongly the recommendations of their sales people in the design of the new products. The sales staff 
on the shop floor can design new merchandise sometimes out of their conversation with fashion 
conscious customers and observations of ongoing street trends, in addition to their own design 
inspirations. This means that an effective integration of creative abilities of sales staff (plus 
designer) and the quick response business model with production in Korea and China is able to 
generate a new business model that can configure a model for other fashion companies.  
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Chapter 5.   Methods  
The methodology of this study is presented in detail along his chapter. We intend to analyze the 
relationships of two suppliers of fashion goods to a Japanese importer and retailer. These two 
relationships differ in the fact that one is improving (which is shown in sales results) and the other is 
worsening. We intend to explain this difference based on the theoretical frameworks shown in the 
previous section 
Section 1. Setting  
The analyzed suppliers perform the design and production in Argentina. Then these goods are 
exported to Japan. The items are imported and sold in Japan through a Japanese company. In relation 
to this, the study was carried out in Japan and Argentina.  Interviews were performed both in 
Argentina and in Japan. Also observations of the facilities and practices of these three companies 
were performed. 
  
 
 
 
Section 2. Participants   
In this part we offer an initial description of the participants in this study. The selected companies 
are three, a Japanese fashion retailer and two argentine fashion designers that are suppliers for this 
retailer.  
Their names are the following:  
z Argentine Supplier Number one: Juana de Arco (JDA) 
Fashion 
Maker 1 Japanese 
company: buys 
from abroad and 
sells in Japan. Fashion 
Maker 2 
Japanese 
customer 
Flow of goods  
and information 
Flow of goods  
and information 
Flow of goods  
and information 
Argentina Japan
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z Argentine Supplier number two: Tramando (TRA) 
z Japanese Retailer: H.P. France (HPF) 
 
 
 
 
The relationship between them is carefully depicted and analyzed in the following chapter for the 
purposes of this study. These 3 companies were selected because of the following reasons:  
Availability of Information.  
• Availability of carrying out direct observation of the ongoing daily communications and 
processes within the retailer. (I am myself an employee of the retailer working with the 
relationships and communications with the designers.)  
• Access to sales information, exhibition reports,   
• Direct Relationship with the designers, availability for several interviews.   
Existence of evident cultural differences.   
• Argentina is the most geographically distant country from Japan. Having completely 
different historical and traditional backgrounds the cultures in both countries are really 
different, this generates different approaches to beauty, fashion, functions of apparel, among 
many others.  
The relationship between them is:  provider-supplier  
• Both argentine designers sell clothes to HPF on a regular-continuous basis.  
JDA 
HPF 
TRA 
Japanese 
customer 
Flow of goods  
and information 
Flow of goods  
and information 
Flow of goods  
and information 
Argentina Japan 
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• Both argentine designers brands are not connected between them but provide the same 
supplier.  
Both argentine designers are comparable.  
• The size of their companies is similar. (small-medium sized companies)  
• The ratio of exports to the selected supplier is similar (around 70%~80% of their total 
production)  
・ Both Started providing this supplier at around the same time. 
There sales results of both designers in the Japanese market differs completely 
・ The sales of Tramando are decreasing, while the sales of Juana de Arco are increasing. 
・ Both designers sell in Japan only through HPF. 
Total sales in yen of both brands in the Japanese Market (through HPF) 
 
*year 2010 projected, Source: H.P.France.  (TRA=Tramando, JDA = Juana de Arco) 
These two designers and fashion makers are very similar in many aspects but the way their sales are 
evolving in the Japanese market is completely opposite. We intend to explain why this is happening 
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by analyzing the JDA-HPF relationship, and the TRA-HPF relationship under the light of the 
theoretical frameworks exposed in Chapter 4. 
Continuing, we provide an overview of each participant company (HPF, JDA and TRA) in this study 
to increase further the understanding of the relationship between them. 
H. P. France: Japanese retailer 
In 1984 H. P. France started its operations in the neighborhood of Harajuku with multibrand 
boutique called Lamp Harajuku, at this moment the name H. P. France didn't exist. The company 
was incorporated as 'Harajuku Project Ltd.' with the mission of expanding its business of multibrand 
(select shop) boutiques. Around 1989 the relationship with France was established by the creation 
of special buyers' shops in Tokyo for which the selection of the offered products was made by 
French Buyers. This model is still maintained for some of the stores that H. P. France holds in Japan 
nowadays. Later on the French office was incorporated in Paris, and the name of the company was 
also changed to H. P. France.   
Developing the line of multibrand stores Goldie and some other stores H. P. France is said to have 
initiated a Select Shop/Fashion Accessory boom in Japan. During the nineties H.P. Deco a lifestyle 
shop with interior home furnishings and arts was opened in the Omotesando area and later several 
branch stores were opened in big cities in Japan. Also around the same time the original designer 
brand 'io' was launched. From 2001 onwards the H. P. France New York office was incorporated, 
and a Denim Jeans Operation was started. Later on, the seasonal trade show 'rooms' was also 
performed in Tokyo for the first time, being a twice a year fashion event for Japanese buyers to meet 
with international new designers. This event is still being carried away until present.   
At 2004 the South American operation (argentine/Brazilian brands) was launched. This occurred 
thanks to the fact that the CEO of H.P.France met by chance with the Argentine designer of 
Tramando in New York and was impressed by his work. Later on a business trip was arranged to 
Buenos Aires, and during this trip the relationship with Juana de Arco was also established.   
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Finally the PR01 department within H.P.France was launched. This department is in charge of 
Marketing and Publicity for H.P.France and also providing this same service to other fashion related 
companies/brands. This department provides services such as press agent, marketing planning, 
graphic designs, web designs, space designs, visual merchandising and creative development. The 
publications ‘roomservice’ and roomservice extra were also launched. (H.P.France 2010) 
Tramando: Argentine Fashion Brand (supplier of  H.P.France) 
Tramando is an argentine fashion brand lead by Martin Churba. This brand has been providing 
goods to the Japanese market from 2004. 
Martín Churba, is considered to be the leader of Argentine textile design, is one of Argentina's few 
designers to have gone international with boutiques in New York and Tokyo.  
Martin is, first and foremost, a textile designer, but his creativity spans many realms outside fabric 
and fashion.  Tramando’s two-floor  store in Buenos Aires, with its regularly changing window 
displays, conceived through collaborations with other artists, is considered world class level. 
Generally a couture collection is offered, that consists of intricately cut dresses, featured folding, 
pin-tucking and fabric treatments that are unique. Also two ready-to-wear collections are always also 
on display, one each for Autumn/Winter and Spring/Summer. In the Buenos Aires Store there is 
growing consumer demand from Northern hemisphere tourists, as well the sophisticated Porteños of 
Buenos Aires. Over the past 6 years, Martin Churba have assembled a 10-strong design collective 
within an overall team of 35, established a company-owned factory in Argentina capable of 
delivering Tramando’s complex textile designs, and built a retail presence in Buenos Aires and in 
Japan, through a distribution partnership with H.P. France which has opened 5 shop-in-shops under 
the Tramando brand name. Martin Churba believes there is a strong potential for the brand in the 
Asia and plans are already in the works for a retail debut in France.  
This brand has an unmistakable social conscience.  In 2001, at the height of the Argentinian 
economic crisis, Tramando collaborated with the everyday workers who were most impacted when 
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Argentina defaulted on its debt repayments. Rather than take government handouts, these jobless 
people wanted to work. In a first for an Argentinean fashion designer, Martin Churba worked with 
them to “make working fashionable”, decorating traditional working coats with his signature textile 
techniques.  This expression became one of the rallying cries of the political movement that has 
played a pivotal role in Argentina’s economic recovery. (Imran 2007) 
Juana de Arco: Argentine Fashion Brand (supplier of  H.P.France) 
Juana de Arco is an Argentine fashion brand lead by the designer Mariana Cortes. Mariana Cortes 
was born in the countryside of Buenos Aires and after graduating from the University of Buenos 
Aires she started the Juana de Arco brand in 1998. Every year Juana de Arco participates of the 
Buenos Aires Fashion Week presenting their new collections twice a year through this event. 
The designer explained in an interview her view of the brand and activities (Zarpado 2010)  
‘Starting from the aesthetics the concept of the brand is timeless. It has an unique identity a 
bit away from the trends in a good sense… I’m from the countryside from a very simple life 
in farm with cows and corn and all that… when I was a kid with my grandmother I started 
doing collages in fabric of many different colors and that was the start of all this.’ 
In 2004 the brand reaches the Japanese market through an alliance with H.P.France. Right now 70% 
of their production is sold in Japan through H.P.France. They are present in 15 multi brand stores 
and also one Juana de Arco store all run by H.P.France. Since in Tokyo uniqueness is valued, the 
brand enjoys popularity among a niche of fan clients. This clients are closely related to the sales staff, 
and make some comments and suggestions about the garments usually. Mariana Cortes enjoys this 
collaboration. 
‘It’s a more humane vision of fashion, horizontal. There is no designer dictator with her 
sketches in Juana de Arco’ 
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Same way as Tramando, Juana de Arco also is involved in social aid projects. They have developed 
a project called ‘Nido’ (nest in Spanish) this projects consists of collecting the scraps of cloth 
remaining after production and by tying knots in a special technique carpets, curtains, dolls and other 
items can be produced. Since the technique of tying knots is very simple to learn, it can be taught to 
unskilled workers very easily. For this reason, the project is located in a very poor neighborhood the 
Greater Buenos Aires area, and giving jobs to unemployed people. This project also was created 
after the economic crisis in that crushed Argentina in 2001.  
This project and some characteristics of the produced clothes give Juana de Arco a Latin American 
feeling. Sowing techniques, colors and fabrics are adopted from diverse countries in Latin America 
like; Bolivia, Paraguay or Brazil. At the same time influences from India or Japan can also be found 
in the design, since the designer travels to this two countries regularly. 
At the same time Juana de Arco runs an art gallery in Buenos Aires, and this is also a source of 
inspiration, and of possible collaborations with artists. Nowadays the drawings of several comic 
artists from Argentina are being included in the clothes. 
 
Section 3. Instructional or Intervention Materials, Measurement Instruments, 
Procedures and Data Analysis   
  
Two rounds of interviews were performed. The first round of interviews was of exploratory nature, 
questions were asked to the participants in order to understand the way the business flows and what 
obstacles are produced, the purpose of this exploratory round of interviews was to identify the most 
relevant issues (Transmitted later to the Research Question) and gain insights on how to tackle this 
issues. Concerning this aspect, by doing this first round o interviews we could identify the most 
relevant theoretical framework to use. In this round information about how this designers entered the 
Japanese market, and how they performed or if they had any obstacle was asked. This first round of 
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interviews pointed us some in the direction of the most relevant issues: joint planning of the 
marketing strategy, nature of the relationship (opportunistic vs. collaborative), management of the 
supply chain, the joint planning of product portfolios (category management) and the inclusion of 
consumers views in the designs of garments. 
For the second round of interviews; as intervention materials, questionnaires were developed to 
conduct semi-structured interviews. The main actors in the relationships were interviewed.  
z For H.P.France: Yumico Takemoto chief of the Argentine Project. 
z For Tramando: Martin Churba Designer and CEO. 
z For Juana de Arco: Mariana Cortes Designer and CEO. 
The questions asked were intended to generate discussions and to get insights on the proposed 
themes. The questionnaires involved questions related to the hypothesis, performed in semi-casual 
talks.  
These are the questions that were asked in order to match the hypothesis. 
1) (the concept of category management was explained and then) Have you ever worked in this way? 
If yes what were the results in sales volume and profits? Can you give us some examples? 
2) Have you ever included modifications in articles following clients’ insights? How was the 
process? What kind of results in sales volume and profits were obtained? Can you give us some 
examples? 
3) (after explaining QR practices) Have you ever worked in this way? If yes what were the results in 
sales volume and profits? Can you give us some examples? 
4) Have you ever experienced cultural-communication problems? If yes How did you solve this 
problems? How did this affect the results? 
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5) How do you perceive this retailer-supplier relationship? Collaborative? Opportunistic? Why? 
6) How is the marketing strategy set up for the Japanese market? What is the time frame?   
These interviews were semi structured and of approximately 90 minutes. 
Also the technique proposed by Easterby-Smith (2002) of the participant observation was also 
performed, since I have recently been working for the team in charge of these commercial 
relationships in H.P.France. That is why also recollection of historical sales data from the three 
participants was made much easier. 
 The data from the interviews was analyzed, interpreted, and summarized to provide the following 
findings. 
40 
 
Chapter 6.  Findings from Interviews 
 
First of all, since by the interviews we try to explain the difference produced in sales results we 
express one more time the sales result chart in this section. The expressed figure come from the sales 
of each Argentine Brand through HPF, these amounts are the total sales in the Japanese market for 
this two Argentine designers. 
Total sales in yen of both brands in the Japanese Market (through HPF) 
 
*year 2010 projected, Source: H.P.France.  (TRA=Tramando, JDA = Juana de Arco) 
Section 1. Juana de Arco – H.P. France 
In the case of Juana de Arco (JDA) we can observe that the sales grow constantly. Both sides expect 
a smooth growth of the amount of sales as it was seen in the last years. Both the responsible from 
H.P.France and from Juana de Arco responded to the interviews in the following way. 
1) Regarding Category Management: 
Both agreed that it is an approach that they follow. Constantly they are gathering information 
from customers through sales people in Japan and transmitting this information in order to fulfill 
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the category with new items. They believe is the basis of the success of the brand. They agreed 
that is a way of providing freshness to the combination of articles offered. And that basically 
they developed a business model based on buyers that are also fans of the designer and the 
lifestyle proposed by the brand. So this fans are willing to buy more if they have more products 
to buy, every item in the range becomes a sort of collectible.  
Another aspect related is the fact that all the sales in Japan of Juana de Arco are done through 
H.P.France directly managed stores. So gathering the information from salespeople within the 
same company is easier than doing it from other retailers.  
Some of the success stories is the inclusion of leggings into the product lines, leggings became 
an immediate hit and later where included as a classic item of the collections. In this case it was 
a suggestion coming from a customer that was transmitted to the sales person who also 
transmitted the opinion to the responsible of the communication who transmitted this message to 
the designer orally. In this relationship all communications regarding the management of the 
category are carried away orally on monthly Skype meetings. They recalled that they chose this 
method because it allowed them to understand each other better. 
Another success story was the inclusion of a ‘rat teddy bear’ in the product line, it was first 
developed as a display item for a fashion show, but since it was desired by the clients it was 
included and now it is also a classic in every collection and a trademark of the brand. 
They also recalled that they devised a tactic called ‘early delivery’ following the category 
management approach. This tactic consisted of selling next season items during the sales of the 
previous season. In this way the fan clients who are eager to get new products and don’t feel so 
much attracted by the sales come to the store in this period as well and make additional 
purchases. At the same time the articles of the early delivery are sold at full price, which 
increases the profits of the current period. 
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Lately thanks to the clients insights the Men’s line of the brand will soon be launched, and 
keeping of filling the category.  
They didn’t recall cases of failure (including products that didn’t sell well) following the 
Category Management approach.  
2) About including modifications in articles following clients’ insights. 
Before  every collection a wide arrange of samples are presented to H.P.France and some of 
these are presented to the clients to see their reactions. Also the H.P.France staff makes the 
selection for the final order. Sometimes an item is very good (in terms of potential) but the 
H.P.France stuff judge that with some modification it can be sold much better. 
Generally they recall making this kind of modifications regarding sizes of the garments. 
Basically the dimensions of the Asian body are smaller than the westerner body so this 
adaptations were necessary. Also the shapes of the body, and some cultural aspects regarding 
how to wear the garment are observed and modifications are added to some products.  
3) Regarding QR Practices.  
They don’t share real-time information of stock and sales, and that’s why it’s hard for them to 
really follow QR practices, nevertheless they value this approach and are thinking about it as a 
next step for the relationship.  
4) Regarding cultural-communication problems 
They didn’t recall having many cultural communication problems, they said that at the 
beginning there were many doubts about how will this business continue and the mutual 
expectations, but with time, and having a very direct and frank relationship, the mutual 
understanding of both cultures by the people involved in the project leaded to the minimization 
of cultural issues. 
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They recalled dealing with cultural issues the following way: 
z Increasing meeting frequency and duration. 
z Gradual learning on both sides 
z Sharing of Information on the Strategies and structures of both companies. 
z Transmission of best practices from H.P.France to Juana de Arco (H.P.France has a longer 
experience and has dealt with many designers) 
z Developing Shared Goals 
5) Regarding the perception of the relationship. 
They referred to the relationship as 100% collaborative; they mentioned feeling as only one 
company. In the case of the Juana de Arco staff they have a profound confidence that 
H.P.France is the right partner for them in the Japanese market and for this reason they are very 
attentive to any suggestion made by H.P.France. At the same time for H.P.France dealing with 
the brand only their directly managed stores enables them to easily create a consistent marketing 
strategy for the brand in Japan. And they see future growth for this brand.   
6) Regarding the marketing strategy set up for the Japanese market.  
The marketing strategy for the Japanese market is planned together by the Juana de Arco and 
H.P.France staff. The events and budgets are planned on a monthly basis, this allows this brand 
to have fresh items regularly and to sell almost all their products at ‘proper price’, meaning that 
this items are not sold discounted during sales.  
Section 2. Tramando – H.P.France 
 
The relationship that Tramando has with H.P.France is rather different than the one that H.P.France 
maintains with Juana de Arco. About half of the sales of Tramando in Japan are wholesale sales that 
H.P.France makes to other multibrand stores in all Japan. 
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In this year 2010 also Tramando decided to start focusing in selling more on H.P.France directly 
managed stores rather than to other shops that offered little stability. The relationship between 
Tramando and H.P.France is changing due to these strategical changes in both sides.  The 
interviewees responded the following way to the questionnaire. 
1) Regarding Category Management: 
They are very recently starting to apply this concept since before they were focused on 
wholesale sales, to retailers that they didn’t have much connection, and that they didn’t receive 
much information from the stores. They wore more focused on producing many similar pieces 
that were included in a bigger selection from many different stores in Japan. The new strategy 
consists in selling through H.P.France directly managed stores so they need to fill the categories 
and provide a complete view of the look and the collection to the final costumer. So they are 
starting to include newer items following the recommendations of H.P.France staff which ate the 
same time are based on the consumers’ preferences. Success story are also ‘Leggings’ that were 
included to expand the category. There is no much experience from both sides under this 
approach since its very recent. 
2) About including modifications in articles following clients’ insights. 
Regarding this aspect, the designer of Tramando usually had a very determined position: stating 
very strongly that Tramando is a designer brand, and himself as the designer of Tramando 
should control and decide every aspect concerning design. Although lately there is some 
relaxation of this, mostly this situation is maintained. So this situation generated some failures 
related to products in wrong sizes (too large sizes), or styles that are not acceptable for the target 
customer (wide cleavage), finally this products that ended in high discount sales or in the 
stockroom of H.P.France. 
3) Regarding QR Practices. 
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They don’t share real-time information of stock and sales, and that’s why it’s hard for them to 
really follow QR practices. They need to gain a bigger sales volume in H.P.France stores to start 
thinking about this they stated. 
4) Regarding cultural-communication problems 
The stated having faced some communication problems in the past. This were related to some 
cultural concepts regarding Fashion in both cultures.  They recall having troubles 
comprehending the attractive of their own brand for Japanese customers, and what are the 
advices suggested by H.P.France, not by mere language differences. They said that there are 
many ‘mysteries’ and things unknown between their relationship with H.P.France. And that they 
simply don’t ask, they said its normal for what a client-retailer should be. 
5) Regarding the perception of the relationship. 
They clearly manifested seeing the relationship as a pure provider-supplier relationship. Mentioning 
that are two separate companies with separate strategies which makes very difficult the 
collaborations between them. Usually who will be responsible of the costs of every new activity is 
discussed before any joint activity plan is discussed. The flows of information between the two 
companies is slow. 
6) Regarding the marketing strategy set up for the Japanese market. 
What they manifested is: that the strategy not well developed, has suffered a shift from a wholesale 
strategy and now it is not perfectly set for a Retailer strategy: the merchandising portfolio must be 
updated to include different kinds of products at different points to cater both for new clients such as 
fan clients. Joint monthly activities must be developed to maintain and create fan clients. Smaller 
seasons must be developed too. (with the new schema aprox. 50% of the items are sold discounted 
during sales) 
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Chapter 7.   Discussion and Conclusions  
In this final chapter we present the discussion and conclusions to this study. As discussion we intend 
to identify the most relevant aspects for the analyzed relationships. And to explain as clearly as 
possible the cause and effect relationship between these aspects and the sales results. 
The overall analyzed aspects were: 
7. The effective (or non effective) usage of Category Management practices.  
8. Including (or not including) modifications in articles following final customer’s insights.  
9. The effective (or non effective) usage of Quick Response practices. 
10. The effective (or non effective) management of Cultural differences. 
11. Having a collaborative (vs. opportunistic) supplier-retailer relationship.  
12. Joint (or separate) development of the marketing plan.   
For the conclusion of this study we link these aspects to each of the companies’ performance. First, 
for each case individually  and later jointly.  
 
Section 1.  Discussion 
In terms of each impact in sales, we consider as the most important aspects, the following three: (in 
order of importance, starting from the most important) 
1. Having a collaborative (vs. opportunistic) supplier-retailer relationship. 
2. Joint (or separate) development of the marketing plan. 
3. The effective (or non effective) usage of Category Management practices. 
The first one, having a collaborative relationship, makes collaboration possible and this makes the 
following two aspects possible (joint development of the marketing plan and employing category 
management practices). By having a collaborative approach in the relationship, both companies can 
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benefit from a faster decision making process, and benefitting from market opportunities that appear 
suddenly. They can also apply Kaizen practices much easily to improve gradually the marketing mix 
in order to capture sales. Having a collaborative approach allows two companies to share market 
information, and develop jointly the marketing strategy. 
By developing jointly the marketing strategy, each element of the marketing mix (product, place, 
promotion, price) can be finely tuned according the target customer base maximizing  sales and 
profits. Particularly in the case of fashion business nowadays, the constant need for ‘freshness’ in the 
store, by having new and limited products renewed at a very high pace, can only be achieved by a 
careful planning. This planning can only be carried away if the marketing strategy is planned jointly. 
The ‘freshness’ in the store attracts clients in any time of the year, not only when the season starts or 
in the sales period only. This generates more sales, and especially more non discounted sales, 
improving the total sales result. (in the sales period the items are usually sold discounted) 
Also included in the joint development of the marketing strategy, the Category Management 
approach also lead to improvements in the sales results because it allows the company to fulfill the 
product portfolio in a way that the customers that come to the store, usually buy more items that the 
ones that they were looking for initially. In this way, being able to offer the client total coordination 
proposals and benefiting from plus-one-item sales (eg: I wanted a dress, but I bought a dress plus a 
matching accessory) and impulse purchasing. 
  
Section 2. Conclusions 
We arrived to conclusions regarding each brand, and also jointly, and we presented it in this way 
z Regarding the relationship between Juana de Arco and H.P.France we can affirm that the 
increase of sales in the last 3 years is linked to: 
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z The collaboration to fulfill the category (product portfolio), always adding new 
products to the category, based on the recommendations of the sales staff and 
customers. 
z The joint development of the marketing strategy. For example, developing monthly 
events and shorter seasons that provide freshness in the store, and achieve more 
sales on the maximum price (not discounted) . Also the joint developments of 
the concepts and realization of promotional campaigns manages to get the best 
from two cultures constantly. 
z The collaborative approach between companies, which allows them to have a faster 
decision process (because they trust each other) and capture demand quickly. 
z Including the customers’ insights in design, what allows some products to become 
acceptable in Japan, and also is linked to customer satisfaction. Generally 
modifications on the size and shape of the garments, This allows that most 
products become truly available for the Japanese market very soon, increasing 
the variety of the store  and the results in sales. 
z Regarding QR practices, we cannot know the effect for this case because these 
practices are not employed yet in this case. 
z For the case of Tramando and H.P.France on the contrary, the decrease in sales in the last three 
years can be easy linked to the following factors.   
z The application of Category management practices is very incipient and they have 
not had many experiences in this field. For example, this incomplete category  
does not allow them to grow new clients of the brand because they lack of little 
items with reasonable prices, this items are usually bought by  new clients that 
later can be educated to become regular consumers of the brand. At the same 
time this lack of little items or accessories, lefts Tramando unable of benefiting 
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from the ‘Plus 1 Item’ purchases of clients who might accessorize their look it 
this little items were available.  
z The lack of joint development of the marketing strategy, eventually leads to lack of 
freshness in the store, having only new items in the store at the beginning of 
every Autumn-Winter or Spring-Summer season. This generates that the usual 
consumers are not attracted to the store often and many items end up being sold 
at discounted price during the same period.  Impacting negatively on the results. 
z As we have noted before the relationship is not perceived as collaborative, and this 
leads to communication problems, mainly in the speed of communication, which 
becomes much slower. Avoiding Tramando to benefit from sales from instant 
trends that can be coped with if the flow of information is faster. 
z The non-inclusion of  customers insights on design, leads to the arrival to the 
Japanese markets of items that cannot be sold because of large sizes or 
inadequate shapes ( for example: overly big neckline)  
z No use of QR practices, so this hypothesis cannot be verified.  
 
The effective usage of Category Management Practices, Joint Development of Marketing Strategies, 
developing a Collaborative Approach between companies and Including Customers Insights on 
design features all lead to positive increases in the results for the companies in this case. We firmly 
believe that this approach can be generalized to all the fashion designers that export their products to 
a foreign country and that work with few retailers.  
Through this thesis we believe that we earned valuable insights towards more constructive and 
profitable relationships between fashion designers and retailers. Especially those selling in the 
Japanese Market. The development of a collaborative approach (win-win) is a key factor for this 
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kind of partnership.The configuration of foreign designer-Japanese retailer is widespread in the 
Japanese market, so the insight in this work can provide tools to companies in this situation. 
Section 3. Recommendations for companies in this study and other companies 
• For Juana de Arco and H.P. France is important to expand their activities, and try to benefit 
from QR practices. 
• For Tramando and H.P.France is important to develop a collaborative relationship to start 
working together on the joint marketing strategy, and take advantage of the information 
provided by the stores and manage the product category more efficiently adding more 
products at different price ranges.  
‒ Benefiting from impulse purchasing 
‒ And Plus One purchasing. 
• For companies in general under a similar situation: 
‒ Try to benefit from Collaborative and Closer supplier-retailer relationships, gather 
market information and develop the best joint marketing strategy carefully planned 
for each local market.  
The voice of the consumer, its preferences transmitted from the shop to the marketing headquarters, 
and to the workshops, and returning to the shop and brand communications in a consumer aligned 
marketing mix can only lead only to better business results. 
As a final comment: Even in high fashion, business must always listen to the consumer’s voice. (Not 
only in Japan, but everywhere!)  
Section 4. Limitations  
This is a case study for which the findings can only derive conclusions under the context of this case.  
Due to the nature of this qualitative study and given the conditions of the case we can reach some 
relevant conclusions for this case. These findings give us relevant insights on the relationship 
between the hypotheses and the results showed by each brand.  
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Nevertheless the relationship between foreign fashion designers and Japanese retailers, it is not at all 
an uncommon phenomena. There are hundreds of similar cases. So for this reasons the findings 
presented in this case provide valuable insights for companies going through similar situations. 
 
Section 5. Recommendations for Future Research  
Regarding future research, we considered three initial options that can derive from the present study. 
1. Verifying the same hypotheses presented today but concerning a larger sample,  under a 
quantitative frame of study so the results can be easily generalized. A study like this can 
back up the conclusions presented here. 
2.  Run other in depth qualitative case studies within the fashion industry and make a case 
comparison to this thesis. This study can give a broader perspective and provide new 
approaches and hypotheses into consideration. 
3. Perform a follow up study of the cases presented through this study and check that the same 
hypotheses maintain relevance even after come time. And check as well new ways of 
thinking concerning best practices for these companies. 
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